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— N
7~

FROM : John H. Haller
Inspector General
SUBJECT : Study of the Career Impact of Two-Year
Hard Language Training on DO Operations
Officers

1. Action Requested:

Your approval of the additional incentives for hard language
training, stated at paragraph 4, is requested.

2. Background:

In the course of our recent survey of East Asia Division,
I received a complaint from a group of officers in the [ Station
that their promotions had been delayed or denied because promotion
panels did not credit the two years they spent in "hard" language
training. As a result, this Office has investigated their complaint
and prepared a study of the general issue of the impact of long-
term language study on the careers of DO operations officers. A
copy of this study is on the right-hand side of the attached folder.

3. Conclusions:

This study concludes that:

a. While operations officers may have been set back
in promotion considerations in the past because they were
enrolled in a two-year, full-time language course, they
are currently faring well in comparison with their con-
temporaries. It is recognized that, in individual cases,
selection or nonselection for promotion may have occurred
for other reasons. However, as a group, their prospects
have improved markedly during the past year. Further,
there is evidence that the attainment of hard language
proficiency is an asset in later career prospects.
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b. The personal attention of the Deputy Director for
Operations and his Chief of the Career Management Staff
in instructing Directorate promotion panels to consider
time spent in long-term language study as equal to case
officer work has been successful in ensuring equitable
treatment. There is a need to strengthen formal guidance
in this area.

c. These efforts and the new language incentive award
program proposed by the Office of Training will provide
additional incentive for operations officers to study hard
languages. While this may be sufficient, I believe that a
more substantial reward, such as a one-time step increase,
on completion of a two-year course of hard language study
may be needed. This need may not be so apparent now when
there is so much attention being given to language incentives
and management and promotion panels are keenly aware of this
problem, but the natural dynamic will be for special attention
on linguists to lapse and for promotion panels to make their
judgments on more observable accomplishments than Tanguage
proficiency. [Copies of the Deputy Director for Operations'
comments on our study and the Deputy Director for Adminis-
tration's proposal to you on the new language incentive pro-
gram are on the left-hand side of the attached folder.]

4. Recommendation:

That you approve the recommendation at paragraph 15 of the
attached study and discussed in paragraph 3.c. above to award a
one-time step increase to officers who successfully complete a two-
year course of study in a hard language.

(signed)
“John H. Waller

John H. Waller

Attachment:
As Stated

APPROVED:
Deputy Director of Central Intelligence

DISAPPROVED:

Deputy Director of Central Intelligence

DATE:

cc: DDO
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MEMORANDUM FOR: Inspector General

FROM : John N. McMahon
Deputy Director for Operations
SUBJECT : Draft Study on DO Hard Language
Students

1. The IG study on the career impact of two-year hard
language study on DO operations officers covers a problem
with which we have been concerned for some time. As your
report states, this situation is improving as a result of
the emphasis which we are now placing upon the acquisition,
maintenance and use of foreign languages, particularly the
hard languages.

2. An interdirectorate task force chaired by the
Director of Training has just completed a study on language
incentives. The recommendations of this task force are
pertinent to the IG study.

3. This Directorate is in the process of establishing
a program of cash awards for those officers who acquire and
maintain a high degree of proficiency in the hard languages.
It is our expectation that officers who spend two years in
such training will no longer suffer in comparison with
their peers ''on the street' when being considered for
promotion. '

4. One point which I should like to make is that I
feel that the comments in paragraph 9 (page 11) concerning
the attitude of the previous Deputy Director for Operations
toward the need for foreign language training is not fair or
accurate. It is my understanding that, on the contrary, he
was very much concerned about the lack of language ability
in the Directorate.

25X1A

C;///’ ohn N. McMahon
DERIVATIVECLBY 001701

O DECL X REVW ON _June 1999
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OTR 79-3722

MESIORANDUM FOR: Deputy Dirsctor of Ceatral Intelligence

FROM: Don 1. Fortman
Seputy- Jirector for Administration
SUBJELT: Proposed Agency ¥otice re CIA Lamguage
Trogram

1. Attached is the propoesad Ageacy notice announcing
a new langanage incestive progran, It has been agreed to by
represantatives froa the DDO, MNFAC, UDSST, snd the I'DA, who
sarve on 2 working level inmplementing commitise. Traft
conies were also seat to the Comptroller, the lLezislative
Counsel, and the 0ffice of Finance for their information.

i. This notice will serve as a framework within which
each directorate will issue its owz additional guldance
srior to 1 Cctober 1279 concerning the specific implementa-
tion of the awards progranm.

3. Concern has been expressed by the committee
members regarding the fipanciag of the new program; the
directorates appear to be incapable of funding the progran
without supplemental funds. Using FY 1973 statistics, the
range of first-yesr co3ts for languace use awards is esti-
sated to be between $813,000 mad 31,710,000, The first
figure repressnts language use nayments of 91,300 ner year
for the 625 Unit Langnage Requirements (ULR) £illed by
qualified personnel, and the latter figure would ke the cost
if 211 1,315 ULRs wers to qualify for award payments. The
dirsctoratas will nadonbtedly redsfine the ULRs which =ay
result in an increase im the total nusber of potential
swards. Achisvement owards Jduring the first year »ay azount
*o an additional $150,000. Mo wainteaance awaTds will be
»2id during the initlial year of the program. Tho committee
wishes to zlart you to the funding required for this progran
during the next fiscal year. -

-
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SUBJECT: Proposed Ageancy Notice re CIA lLangusze Frograzm

3. Guastions related to directorate focal points of
T“ﬂ”ORSIblllty for thae prograa, the meanz of Aotl*ying the
OFfflce of Finance of beginniay and eading langusgs uvae award
ﬁnr;icipaats snd other procedural issues ars still to Se
resolved. These procadures nust be uriform among ths
directoratss.

5. Unon your approval and sigmature, the notice will
bs issuved. .

Soa 1 Fortzman

Attachsant

ibution:
1 - Addressee, w/att

1 « ER, w/att

Z - DDA, w/att

1 - OTR Returm Copy, w/o att
- 1 --OTR Registry, w/att
, wn 1 - DTR Chrono, w/att ) 7
: V1 - FT/LS, w/att . | .
STATINTL .- OTR/FT/LS_dl,;(ZO June 79) e

2
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TRAINING ]

LARCUAGE PROGRAM

Refersnce: -CIA Language Incantive Program

1. As a result of the steady docrease in the Agency's
overall capabilities in foreign langnages, a new program of
incsntives and other measures is hersby established. Effec-
tive 1 October 1579 this mnetice modifises the cash awards
schadule for language achievement and adds salary incremeats
and maintenaace awards for languaas competenca, Lach direc-
torate will issue additional guidance in order to 1mclaaent
the following programs,

B. Language Use Awards

{1} A cash award for actual job-rolated
utilization of a foreign languags may be granted
in the form of a salary increment to those eamployees
who fulfill a Unit Langnags Aeaulrﬂment (ULR)
according to guidelines sstablished by each direc-
torate, The salary increment will be in cffsct
ounly during the tenmure in the ULR-deslgnated
position.

(2) The amount of salary increwent to be
paid to an employee who f11ls a init Languvage
Requirsnent iz fixed st $50 per biweekly pay
period. Payments to an individual will be author-
ized by each directorate according to the wuide-
line to be issued by each directorate.

{3} Each directorate has the authority to
desisnate its owa requiremsnts accordiag to
language(s), level of competence, and skill
{reading, speaking, andé understanding) r‘qnired
The language requirenents will be defined in the
form of Unit Langzuage Requirements, which will be
confirmed or revised at intervals of no more than
one year. . -

UMIXRISTRATIVE - INTERMAL USE DMLY

Approved For Release 2001/03/04 : CIA-RDP81-00896R000100190001-7
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14} Lach Cirechorate miil uss sroticiency
i3t scores or other cwrtliication of proficiency
authorized by tha Gffice of Traiminy to estadblish
gualification for lanzuage use awards.
b. Achievempat Awards

(1) Achievement awards will be graanted
according to the CIA Languaze Incantive Prosram as
dofiaad in the referonce. 7This uotice mpdifias
the Languagy Incentive Progra=m schedule of cash
awaxrds as follows:

Cpomprehensive {(fezading, Speaking, and Undarstanding) Progras

Laanzuagys

Lroppinzs Level 1 Loval 2 Level 3 Leval 4
Sroup I 20 1168
Groug I Su2 i1en 1390
Sroup 11l 200 113¢ 1323 1388

{2) Heaminations for achicrement ayards will
ho mods by each dirzctorate in kespizg with ths
dircciorate’s need 1o fill gaps in requirsd lan-
znage capadilitiszs,

{3) Tilgidilizy for ackhigveneant awards will
be based uvpon acqgnired skilils only as Jdempnstratad
by £ test. Proficiengy tests for achisvssent
owards will not bs Tepszar2d within z six~-=onth
period uzless lzzgguage traieciaog has cacurzred
within that peried. Achisysmant awvards will notr
be considarsd for 2amploysas whe pussessed nativs
skills upom eniTy oo duty. -

Ca. flaintenanee Awards PR

{1} *aintenance awards will he adxinisterad
within the Languags Froficizncy Cash Awars (LPCA)
Pragras.  Fayzments for maziatenancs will be 50

poercent per year oF the ravised schedpls of cash
awards Ior achisvement. Azbual maintenancs awards
caz b2 paid ac scomer than ons year from ths date
of aclhicvomeat of the spacified leyel azd in r»e
instance seoner thzn on2 y=ar froz the a2ffactive
ézto of this notice.

ra

ATHIRISTRATIVE - INTIRKAL #15% ONLY )
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; (2) Tach directorats will identify th

: inceative languages for which malatenance cwards

P will ba paid and nominate the participants eligible
0 apply for the progrua.

{3) FEligidility for maintensznce swards will
be based upon acquired skills enly: no award will
be considered for the maintsnance sf any native
laaguage brought to the job.

{3} A proficlency test or other Office of
Training authorized certification of preficiency
will serve as the basis faor maintensnce swards for
2 peried of no longer than three years.

2. Ho employee may raceive more tharn one languzge use
award at a tims., XNo sxployee may receive a language use
award and a maintenance sward for the sa=e langunage during
the sazme period of tizme, Ap equitzble distribution of
awards (GLR-based salary incre=zents, achievement swards, and
maintenance awards) is the respoasibility of cach dirsctorats.

. The awards preogram will be reviewsd anaually by-
each directorate witk the assistance of the Language
Development Committes to asssss its s£fectivaness,

4, This notice is current until restianded,

: Frank Carlucci _
= _ - Deputy Director of Central Intelligencs

3

DMINISTRATIVE - INTERYAL USZ ONLY
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STUDY OF THE CAREER IMPACT OF TWO-YEAR HARD LANGUAGE
TRAINING ON DO OPERATIONS OFFICERS

INTROBDUCTION

1. This study addresses the promotion potential of Directorate
of Operations (DO) officers who are enrolled in or who had recently
completed a two-year full-time course of study in certain difficult
foreign languages. It examines two hypotheses widely held within
the DO:

a. There has been and continues to be a short-term
disadvantage in competition for promotions for operations
officers who are, or recently have been, enrolled full-
time in two-year language training when compared with
operations officers who are serving as case officers in
the field.

b. This disadvantage may be compensated for in later
years since operations officers with superior foreign
language skills (especially in the more difficult languages)
are better able ‘to perform as case officers in the field and,
hence, are more than competitive for promotions at senior
case officer levels.

BACKGROUND

2. A complaint by seven officers _ho 26X1A

completed two years of Japanese or Chinese language training that
their careers (in terms of promotion) had suffered as a result of
two years of full-time language training triggered this examination.
Their complaint specifically charged that DO promotion panels do not
credit time spent in long-term language study toward promotion. In
some cases, these officers believed that they had not been selected
for promotion (or that promotions had been delayed) because they
were, or had recently been, in full-time language training and,
therefore, had not demonstrated proficiency as field case officers.
While they acknowledged that this may not have been the only reason
for non-promotion, they felt that their substantially longer average
time-in-grade, when compared to their career group average, demon-
strated their complaint. In the case of these seven officers,

their average time-in-grade for the period following their language
study tour [either up to the time of their complaint (February 1979)
or, for three of the seven, the date of a 1978 promotion] was 5.1
years. The average time-in-grade for those officers in their career
category (Operations Generalist-B/0G) who were promoted was 3.4 years.

Approved For Release 2001/03/04 : C3k{Hiit81-00896R000100190001-7
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DISCUSSION

3. This complaint was further supported by written and oral
statements from DO management to these officers which reinforced
this belief:

a. (From a 1977 Fitness Report): "Subject is an
energetic and talented officer whose career has been
retarded by factors unrelated to his abjlities. . .and
then by spending two years learning a difficult language,
a situation in which promotions are practically unheard
of for officers of his grade."

b. (Reported comments from a DO Career Management
Staff (CMS) counsellor): "In its reference to a lack of
a real track record as an agent developer and recruiter,
the [Performance Evaluation] Board did not overlook your
25X1A mTDY. . .« . I can only conclude that this three-
mon plus your operational activity in since 25X1A
' completing your Japanese language tra1n1ng on June 1978
did not together add up in the Board s mind to the establish-
ment of a real 'track record'.”

c. (Reported oral CMS counselling, based on Promotion
Panel work sheets): "Reasons cited for .not being promoted
were, 'too much time spent in school, perhaps too academic,
not enough time on the streets'. Subject was informed that
promotion panels consider language school as "dead time"
for the student, and that he is out of the promotion cycle."

d. (May 1978 Fitness Report reviewer comments upgrading
a rating to Qutstanding): "To put it very simply, in terms
of past accomplishments and present level of performance,
Subject is one of the two most seriously undergraded officers
in this large Station. Two years off to master a difficult
language was undoubtedly the most important single factor in
bringing this about."

e. (Subject account of a July 1977 conversation with
his Chief of Station on reporting for operational duties
after completing two years language study): "I asked if
I had been recommended for promotion and was informed by
COS and EO that the policy for promoting GS-11 and above
was to have them work a minimum of one year before promotion
could even be considered."

f. (January 1979 letter from CMS counsellor to com-

plainant): ". . .you may wonder why you were not found
qualified to be promoted. In my opinion, it was simply

2
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that while you have performed very well. . .these assign-
ments were in the nature of training or preparation for
your current assignment. Now that you have nearly a year
in full-time field operational work, I feel confident that
you will be highly competitive in your grade and category
this year. . . ."

g. (Subject account of 1976 Promotion panel work
sheet comments as received from a CMS counsellor): "I
had been marking time in language school. . .I was out
of competition while in language school. . .I had not
been working long enough after language school to be
considered for promotion."

h. (Reviewing officer comments in a 1975 Fitness
Report): "In the promotion sweepstakes, notice should
be taken of the two years Subject devoted to study of
one of the world's more difficult languages. He un-
doubtedly has suffered competitively because of that
study, even though that should not be the case.”

i. (January 1979 letter from CMS counsellor to one
of the complainants): "In brief, the panel wanted to
see you functioning a bit longer as a field operations
officer now that your language training is completed."

4, Discussions with DO officers at the middle and senior
levels reveals that there is a generally held view that two
years of full-time language study puts an operations officer
out of the running for promotion until he is subsequently able
to establish a superior performance record as a field case
officer. This apparently applies not only to language students
but to any operations officer who is not currently serving as
a case officer and who may be enrolled in some other type of
training, or on a staff or rotational assignment outside of his
career field.

5. Samples of DO operations officers career profiles and
recent Personnel Evaluation Board (PEB) actions were examined
to see if this situation extended to other long-term language
students. This sampling was limited to Operations-Generalist
(B/0G) career category officers and to those four hard languages
(Chinese, Japanese, Korean, and Arabic) which require a two-year
full-time commitment to attain an operationally useful level of
proficiency. In developing a representative sample, there was a
problem concerning the completeness, currency, accuracy, and ready
recoverability of management data on past and current language
students and the present status of their linguistic skills. Both
the DO Career Management Staff and the Office of Training Language
School are working on improvements in their data bases on
language students and skills.

Approved For Release 2001/03/04 : CI@?ET -00896R000100190001-7
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6.

Promotions resulting from selected DO Personnel Evaluation

Board (PEB) held since July 1978 were examined to see how those
hard language students who could be identified fared in competition
with other operations officers for promotion.

a. In the results of the GS-09 PEB that met in

July 1978, 55 percent of the 58 operations officers
ranked were promoted to GS-10. Of these 58 officers,
10 hard language-qualified officers were identified
(including three presently in language training) and
seven (70 percent) of these (including two presently
in lTanguage training) were promoted. Thus, 15 percent
more hard language-qualified officers were promoted
than the norm.

b. In the results of the GS-10 PEB that also met

during July 1978, 41 percent of the 54 operations officers
ranked were promoted. Of these 54 officers, five were
identified as hard language-qualified officers (including

two presently in language training) and two (40 percent) were
promoted. Thus, the percentage of hard language-qualified
officers promoted roughly equaled the norm.

c. In the results of the GS-12 PEB that met during

November 1978, 94 operations officers were ranked and

49 percent were promoted. Of these 94 officers, 11 were
identified as hard language-qualified officers (including
four presently in training) and six (55 percent) were pro-
moted (including three presently in training). Thus, some
six percent more hard language-qualified officers were pro-
moted than the norm.

d. In the results of the GS-13 PEB that met during

December 1978, 124 operations officers were ranked. Of
these, 40 percent were promoted. Of these 124 officers,
16 were identified as hard language-qualified officers
(including three currently in training) and eight (50 per-
cent) were promoted (none of these are currently in
training). Thus, some 10 percent more hard language-
qualified officers were promoted than the norm.

This record of recent promotion actions would indicate that, as
a group, hard language-qualified officers are now successfully
competing for promotions. - It also probably reflects the Deputy
Director for Operations' recognition of past inequities and

his efforts to impress promotion panels that time spent in long-
term language training should not be held against operations

officers.

4
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/. To consider the Tonger-term impact of hard language study
on operations officer careers, a comparison was made on the basis
of sample combinations of year of birth and year of entrance on
duty with CIA for those operations officers currently serving with
the Agency:

a. In one sampling, the eight operations officers
we identified who are 33 years old and have five years
of service with the Agency have an average GS grade of
10.3. Of these, two were identified who had studied a
hard Tanguage for two years. They have an average GS grade
of 9.5.

b. In another sampling, the six operations officers
we identified who are 36 years old and who have 13 years
service with the Agency have an average GS grade of 11.7.
Of these, one was identified as having studied a hard
language for two years and he is a GS-11.

c. In a third sample, the 13 operations officers
we identified who are 38 years old and have served with
the Agency for 12 years have an average GS grade of 12.7.
Of these, three were identified as having studied a hard
language for two years and they have an average grade of
12.7.

d. In a fourth sample, the seven operations officers
we identified who are 38 years old and have served with
the Agency for 14 years have an average GS grade of 13.9.
Of these, three were identified as having studied a hard
language for two years and they have an average GS grade
of 14.0.

This admittedly limited sampling tends to sustain the view that
officers, whose promotion prospects may have been set back in

the past because they were in two-year language study, success-
fully compete for promotions as they move into the higher pro-
fessional ranks. This may be because they were able to success-
fully use their language skills operationally rather than because
of the attainment of a language skill per se. We found that it
was not practical to examine more thoroughly the proposition that
such officers "catch up" with their contemporaries, but this
sampling would tend to support this view.

8. The Operations Directorate's formal policy places a high
value on foreign language training and proficiency. The Direc-
torate of Operations Career Service Personnel Evaluation System
Handbook states in "Factors to be Considered in Evaluating
Employees" that:

5
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"The selection of an employee for training represents

an investment in the individual's future and that of

the Organization. Attendance of Organization-sponsored
training courses should be considered on a par with
regular duty assignments; training evaluation reports
should be considered along with Fitness Reports. The
Board members should seek to insure that an employee

in an extended training program is not placed at a
disadvantage because his file does not contain a
documented record of accomplishment comparable to that
of his colleagues on regular assignment. . . . In view
of the importance of foreign language proficiency in
many of the functional categories, particularly the
operational ones, careful consideration should be given
to an individual's demonstrated efforts to increase and
to use foreign language proficiency. . . . Credit should
be given for recorded evidence that the employee has suc-
ceeded in achieving foreign language proficiency; such
evidence may be recorded in Fitness Reports, reassignment
questionnaires, and test results. . . ."

Foreign language proficiency is considered to be an important factor
in the evaluation and promotion of operations officers, but in the
context of being one of the skills needed to be a successful case
officer rather than as an end in itself. While still important,
foreign language proficiency decreases in relative importance at

the higher grades as an evaluation factor as other factors, such

as management skills, assume greater importance. For example, at
the GS-08 level, a foreign language capability is.one of four
essential qualifications; while at the GS-14 level, it is one of

ten qualifications of which an employee must have six. In the
latter case, emphasis is placed on the operational use of a foreign
language in developing, recruiting, or handling agents or conducting
liaison. Further, there is no differentiation in these evaluations
between proficiency and operational use of a "soft" language (such
as Spanish) and a "hard" language (such as Chinese).

9. There had been an adverse attitude toward the need for
foreign language training in the Operations Directorate expressed
from time to time by senior Directorate management. This attitude
may have had some effect on past promotion board attitudes toward
language students such as are reflected in paragraph 3 above. How-
ever, the current Deputy Director for Operations emphasizes the
need for foreign language proficiency and, during the past year,
has personally instructed promotion panels to give lTong-term language
students more equitable promotion consideration. Likewise, the
Chief of the DO Career Management Staff and members of his office
brief each promotion panel on the Deputy Director's policy that
superior language training performance (as well as other forms of
training and rotational assignments) should be equated to superior
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performance on the job as a case officer. The promotion panel
results in the past nine months described in paragraph 6 above

show the positive results of this effort. Certificates of Achieve-
ment, signed by the Deputy Director for Operations, are placed in
each officer's file on attainment of a high Tevel of foreign
language proficiency. Directorate and Area Division personnel and
training officers working with the Office of Training to improve

the Agency's language skills inventory and to better manage the
selection, training and assignment of linguists. Further, the Area
Divisions plan follow-on assignments for long-term language students
to ensure that they are sent where they may both develop and utilize
their new language skills operationally.

10. Current and anticipated shortages in language skills in
the Operations Directorate have been a factor in increased manage-
ment attention to language training incentives and motivation.
Additionally, there has been considerable recent high-level interest
in improving foreign language capabilities both Agency-wide and
Government-wide. At the Agency level, a new language incentive pro-
gram has been approved which would provide cash awards for language
use, achievement of proficiency levels and proficiency maintenance.
The hard languages, that are the subject -of this report (Arabic,
Chinese, Japanese, and Korean), are singled out for bigger cash
amounts for both achievement and maintenance.

CONCLUSIONS

11. The complaint that long-term hard language students had
suffered in promotion competition in the past as a result of time
spent in full-time language study rather than in case officer
work appears to have some basis. It is not clear, however, that
this was the sole factor in non-selection for promotion in
individual cases. While it was not possible to draw a definitive
conclusion, proficiency as a linguist may not always have been
matched by a clear potential or a demonstrated ability to recruit
or handle foreign agents. However, when in the case of some of
the complainants, promotion panels did discount long-term Tanguage
training in promotion decisions, the panels appeared to have done
so consistent with the views of past Operations Directorate manage-
ment rather than in conformance with formal and current Directorate

policy.

12. Associated with the prospects of a serious shortage of
linguistically qualified operations officers, the Operations Direc-
torate has given increased attention to the provision of effective
incentives for language training and apparently has successfully
impressed recent promotion panels with the view that superior
performance in long-term language study should equate to superior
performance as a case officer.
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13. Recent promotion panel actions and a sampling of operations
officers career profiles show that, at the senior operations officer
level, these with a hard language training background appear to be
competitive with their contemporaries. It was by no means clear
that the success of these officers was due to their proficiency in
a hard language although most served in assignments where such pro-
ficiency would have been operationally important.

14. To ensure that Directorate foreign language proficiency
goals are achieved and that operations officers look upon hard
language study as career-enhancing, rather than career-1imiting,
there is a need to strengthen the Directorate's formal guidance
on this aspect of the promotion factors. There is also a need to
take measures to dispel the widely held belief in the Directorate
that long-term training is harmful to one's career prospects. In
this regard, the current effort by the Deputy Director for Operations
to correct inequities in promotion panel considerations and to award
increased cash incentives (which favor hard language achievements)
js beneficial and commendable. The Deputy Director for Operations
believes that these incentives will be sufficient. 1 am convinced,
however, that a more substantial reward may be needed to counteract
the natural tendency of promotion panels in the long run to promote
officers with currently successful operational records to the
inadvertent, unintended detriment of long-term language students.
This understandable bias will, in my view, affect future promotion
panels regardless of policy or guidance to the contrary, particularly
as current efforts to dramatize the problem begin to fade with time,
To ensure that promising operations officers are motivated to enroll
in the two-year study of a hard language, a more substantial and
meaningful reward, such as a step increase reward, would be required.

RECOMMENDATIONS

15. To motivate officers to study hard languages and to com-
pensate against a natural bias toward operational success in pro-
motion considerations, a specific one-time step increase award should
be determined jointly by the DDO and DDA/Office of Training and be
granted to officers who successfully complete a two-year course of
study in a hard language. This should be available to all such
officers who can qualify by passing a proficiency test. This
technique would, of course, have to be adapted to any merit salary
increase system which this Agency may adopt in the future based on
the Civil Service Reform Act. In fact, a part of the rationale
behind this recommendation for a specific in-grade step increase
for hard language proficiency is related to merit reward philasophy
implicit in the Civil Service Reform Act. The learning of a hard
language does, in my opinion, provide increased operational merit
and, for this Agency, is just as important as merit increases for
good management and supervision. This concept may apply also to
other important skills that are in critical short supply in the
Agency and which are both difficult and time-consuming to learn.
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16. Directorate policy on the impact of lTong-term language study
on operations officer's careers should be further enunciated and
effective measures taken to dispel residual beliefs that such study

is career-1limiting.
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